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Reflections on the Agency Productivity Issues, PY 1964

The President has recently called for an increase in poductivity in
Government agencies. Directives have been 1issued to this end, e.g., BOB
Circular A-ih. This objective requires continued atiention to work efficiency
and the management of resources by all agencies of Goverament. What does this
mean to CIA?

Thefirstateptomttnathe?msiﬁmt’nmlmthewthartb&
Director to take s cut in budgeted funds for persomnel of about 14 {n FY 196h.
Or put othervise, the Agency has agreed that thru inereases in productivity,
1tﬁnmmmetomumuthmstmww. This
decision represents an agressive confrontation by the Agency of the challenge
of productivity imn the face of iucreasing workloads.

Alsotheﬁ&nmyhanwmdawmmﬁmﬁlmuthanmmd
m&mmtmmmermmmmfamm
end development, communications and expansion of 1] Ia
ordtrtodnthisthe&mcyhaswithﬂrmmsto)“ﬁ?ﬁmd
replenishing the Reserve for Contingencies. That Reserve is now being maintained
at & minimue working level. Or put otherwise, we have used it for capital invest-
ment in FY 1964 for our regular programs. The Agency cushion - its comtingency
mmlm-mmtmmmemfaimrwummctmm
resources. ¥ This situation is not as ominous as it may sound. The Agency budget
contimes to have considerable flexibility.

(a) There is head-rocm built in for the promotion of our persencel.
However, with the 1% productivity cut, it becomes increasingly mandstory
that we guard sgainst indigeriminate upgrsadings or promotions. A man-
power program for the Agency should help to keep us in balance of these
matters and the recent increase in Govermment salaries and the on-coming
increase in January 196l for jredes through G8-15 should help in the
Agency's selection and retemtion of people.

(b) Flexibility exists in approved levels of projects. Historical
analysis on a project-by-project basis reflect considerable underapending
in meny projects sgeinst which funds in the budget vere Justified. These
surpluses, yeer after year, have permitted reprogramming snd sbsorbtion
of new projects.

(¢) There are identified funds spproximating [ Jmot 25XT1A1A
There are also RAD funds approximating| | which are not

defined for specific jrojects at this time. These are the smaller
"hidden” pots of gold in each components figuves.
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(d) Flexibility exists to the extent we are able to
idextify and curtail functions which wre questioneble in the

priority of things. mnmmammtmwmnerm
Deputies must continue to take a hard management look in obedience to
the DCI dirvective to cut out lesser priority ectivity. In doiax 20

it is also reassonsble to yroject a percentege incresse in productivity.
Add ons are not the only wayl

What of the matter of tivity stimilus? Vhat of the question of
measurement gqualitively snd umwhively of our efforta? What criteria can
be developed by the Agency | t to allocate and reallocate on a
continuing basis and to Proper balance in organizatiopal workload
between and smong Deputy torates on a priority basis? Or put otherwise,
how do we distinguish in m:tority between vadios, ssplonage, external research,
B&D, production of current seiligence, etc., ote. How can we insure flexi-
bility in use of personmel, space and materiel? How should the mechanisms for

these value jJudgements be directed to work? What direect authority and responsi-
bility does the Agensy Comptrollexr have in leading the effort?

The proper sssessnent of Agency activities end the choice of prioyity is not
easy, It involves meny intangibles. It invglves an Agency orientation - an
‘attitude which will overcome the present tendency of percchislism. Xt involves
regularized and contimwous review of progrems by the top. It involves insistsnce
by the DEI on wfm mad yroductivity by supervisora, snd most important it
involves herd-noge reprogyamuing decisions Didluding the shedding of marginal
activity, relocation and, w mwatian of pergonnel.

Mammammmmntom Whet machinery for messurement
1s available? %The answer rests primarily in the hudget and programming processes
andastmgcmmmaamwm;emmmﬁf

The mechenisms are the Ixecutive Coemittes, the Financial Policy snd Buiget
Committee, the Comptroller, mmmwtmﬁwwmnamiumm
staffs, These forums provide the Judgement bodies.

The problems Locnilng theae bodles are many. In the context of this paper
and at the yisk of repeating myself they include identification and use of
- flexibility in our resources -- manpower snd funds ~- againet needs, and
ereation of new and improved flexibility within existing resources abolishment
of morginal effort.

The practice of the past suggests that our tools to meet the prodlems cited
~ above need considerable sharpening. For exenple, historically, we hove sccepted
reduction in personnel and/or funds by &lstribubing the eut on » percentsge basis.
We have ueed this method which asmumed that a proper balance between and smong
programs of each RDeputy Directorate existed. Why have we not been sble to
undertele these rednctions on a jriority mmm basis? Fivet, becmuse there
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vas no mechanisn of review system which could Justifyahly dispute "the
sssumption of balance”. S0 we socepted it. Second, the Agency orgsnization

Yy Deputy Directorates encouraged a parochialism wvhich,while it may be operationally
realistic, does not seem to be conducive to value Julgements of relative
priorities. Third, in instances vhere gt been made by the top to breek
mmmwmwmmmmytmu. This lack of success is used
%0 demonstrate the hopelessness of the technique of coumittee menagement. Fourth,
there have been external vessurss which have disallowed certain changes in
wogran vhich muy have Doen deairable from an Agency point of view. These
external pressures will slwveys be with us.

Porhaps some lesson wihilch will help sharpen our tools and modify o
attitudes can be learned from the recent hald-the-line policy implementation in
the ¥Y 1966 budget. This hold-the-line decision resulted in almost every
componant of the Agency budgeting it programs at the same level as in FY 1963.
Subsequent analysis Yy the Buldget Division of these progrsss indicated considersble
slack in some money requests vhile in others little or no flexibility was provided.
This situation prevailed within each Deputy Directorate and also octured accross
the Deputy Directorates. Unfortunately this fallure in careful and wise attention
to the DCI directive was also spperent to B0B exumineys. This fect tended to
undernine the DCI's room t0 maneuver in negotisting a dget level for new
prograns aud could well have resulted ia shaking the Director's confidence in
his budgeted line items,
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In a paper such as this l1itile more than genersliization caa be made. One
opens themselves to the charge of being "scademic”. But we must recognize the
challengs to us: of the President's directive. We must take positive stepe to
meet it head on. In other words ve must do better. Insofar as s system can
 halp, the present proposals for programs reviev hold much promicé. They should
get Tull support at the top. If thess review procedures are coupled with
concentrated attention over the next two years to & program and performence
analysis by each Deputy Director, by the Comptroller snd Ty the Financial Policy
and Budget Comuittee taking on the Agency view, real progress cas snd should be
made . )

While spples, espionsge, lemons and airplenes are not altogether campatible
there are some proven approaches to performance sud progrmm snnlysis. They
- invoive the following stepe:

{a) Identify and comprebend the end for which the program or project is
Justified, i.e. philosophical basis end objective to be sttained. Record
this.

(b) Review existing programs oy projects to this end and the technigues
%0 be used to scoamplish the objectives.

{c) Evaluste need for the program or @oject sgainst use of resources ia
other ways. and agalnst its contribution to the Agency miseion.

-
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(4) Review activities of the programs or projects in relation to
objectives and recammend and/or make neceggsary adjustments as necessary
in cxder to increase efficiency and productivity.

(e) Zwaluste organizatfonnl groupings in relation to pmogran objectives,
interrelated activities, and decision-making requirements.

(£} Bveluste steffing requirements.

(g) Bveluste adequacy or insdequacy of facilities, training, support,
etc., for the progranm.

(r} Evaluate finsnce, both revenue and requirements of the project.
(1) Bvaeluate the reporting required.

Step (a) constitutes the ends, the remsinder the means successively and
in sequential order.

mthiacmtmthegmeralcmlusimortmwmrmm
WANDOVEr Qe apropes. _

1. More time and effort to selecting activities to be undertsken by the
Agency.

2. Eyaluste programe and ectivities more vigorously - determine which
Projects 10 sbandon or reduce, and which to expand. _

3. A much higher degree of selectivity is esgentisl.

&l obligation to do so, sad

uniess appropriste 81 are made for the burden in a Ludgeting
end manpower sense.
5. MWmh&mrcfmmw"mgm“

components utilizeilon of their resources.

6. A significent mumber of sctivities could be reduced in scope or
eliminated without damege to the nationsl interest. The Agency should cone
gentrate on those clearly important activities that it 1s uniquely qusiified
0o conduct.
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